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PREFACK 


Procurement of equipment and weapons systems in the Defense 
establishment is big business--for two reasons. First, the resources 
reguirea to design, develop, and procure these items are stezgering. 
Secondly, the soundness of procurement decisions is reflected in the over- 
all ability of the armed forces to nrovide effective national security. 
Consequently, procursment has received the fullest vossible support from 
military and political circles to ensurs thet the weapons and equinment 
of the American fighting men ere second to none. 

In spite of this unaninity of purpose end support cheracterizing 
the procurement effort, there are situations in which 4 new weapons systen 
ean be delayed from entsring serviee, oecasionally for long periods of 
time, because the necessary support to maintein it in a serviceable con- 
dition over an oxtended pericd of service is not availablie when the eqnip- 
ment is ready to be pleced in service. As a result the new equipment 
cannot be introduced, for to do so could result in a modern counterpart 
of the adaze of ths battle which was lost for lack of a nail. 

The process that provides thoso itens necessary to support a new 
end item of equipment for an initial period of time is “provisioning.” 

It is every bit as complex a process as that which introduces the equip- 
ment iteelf, but it accounts for only a smell portion of the funds required 
to ou.6 s aomplete system in the field. Accordinagly the attention of top 


management devoted to provisioning is often far below thet devoted to the 


ii 


procurement process. This does not in uny way alter the fact that the 
equipment is not truly a system until the support that is necessary to 
keep if, functioning in a satisfactory manner is awiileble within the 
respective military supply system at the level at which it is needed. 
Because provisioning is essential to the successful completion of the 
procurement function, it is svery bit as important as the research, or 
the test and evaluation functions by which the equipment is developed. 

Armed with this conviction, I launched my study of tho vrovision-~ 
ing process within the U. S. Marine Corps. The nature of my project was 
a complete examination of the processes and procedures by which an end 
item is given that support necessary to maintain it during an initial 
period of service~-bezginning at the commencement of planning, and ending 
when the item is delivered to the using units. 

A subject of this magnitude naturally sncompasses miny elements 
of the Marine Corps organization, from the Headquarters where the end 
item coneent is born to the force units that pvlace the item in service. 

I could not, because of limitations of tine and distances, undertake a 
detailed anslysis of the practices actuelly employed at each location. 
Instead I made a esreful atudy of the directives esteblishing the policy 
and proceedures governing the provisioning process. This was supnplamented 
by interviews and correspondence with personnel involved in provisioning 
at Headquarters Marine Corps, and at other Marine Corps activities that 
seemed appropriate. 

The purpose of this research project is to determine to what 
extent provisioning in the Merine Corps can be improved to provide a more 


timely and sore effective process whereby ths support necessary to sustain 
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an end item is avsilable when and where it is needed. In order to do 
this it will be necessary to look first at the backdrop of Department of 
Defensa and Marine Corps policy, and then to take a cursory glance at the 
procurement process. When these have been accomplished, we will move in 
Chapters III and IV to an extensive review of sunport visnning an? the 
provisioning process itself, followed by a comprehensive study of alterna- 
tive procedures which might provide a more officient provisioning process. 
I am indeed grateful for the numerous personnel who so generously 
gave time to assist me in this project, and without whose help I could 
not have accomplished the results set forth herein. Foremost among thege 
is Mr. D. L. Bonner of the Technical Division, Suvply Department, HQuC, 
whose expertise in provisioning is matched only by the guidance and in- 
spiration he cave me whon the task seemed insurmountable, which I must 


admit was frequently the case. 
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CHAPTER I 


POLICINS AND RESPONSIBILITIES GOVERNING 


INITIAL SUPPORT ACTIONS 


Department of Defense Policy 

The ultimate responsibility of the Department of Defense is to 
ensure national security. As such, eny policy emnating from the Pentagon 
will have this concept as its underlying principle, and will set forth 
the concepts and objectives that are necessary to insure the highest 
possible state of military readiness, the cornerstone of netionsal secur- 
ity. 

Bquipping our forces with the best availabie weapons and systems 
is a vital factor in achieving the highest nossible state of ailitary 
resdiness. Ensuring that the support necessary to achieve the fullest 
utilization and effectiveness of this equipment is another vital factor. 
In essence the two cannot be separated, for to consider one without the 
other is the most reckless course of action rossible. In recognition 
of this basic fact, the Department of Defense has instituted certain 
prograns that set the framework under which © new equipment or system 
becomes part of our materiel inventory and remins sn effective equip~ 
ment for the intended period of servics. Foremost among these are the 
Integrated Logistic Support concert, the Maintensnee Engineering program, 


and the Provisioning process. 





Integrated Logistic Support 
Integrated Logistic Support (ILS) is a composite of the elements 


necessary to assure the effective and economical support of a system or 
equipment st all levels of mintennneo for its srocrammad lite. Its 
primary objective is to ensure that systems and equipment are systemtic- 
ally planned, saquired, and managed as an integrated whole to obtain 
maximum matericl reediness and ootimun cost effectiveness, The elements 
of integrated logistic support are planned maintenance, technical logis- 
tic data, logistic support personnel (skills, training, safety, and per- 
formanes), spares and repair parts, support equinment, and facilities. 
As envisioned, integrated logistic suppert shonld be chsracterized by a 
sort of harmony and coherence between each of the levels of mintenance 
and the elements just cited. Since provisioning is directly responsible 
for certain of these elements (support equipment, and spares and repair 
parts), it is a vitsl part of the dynamio functioning of an integrated 


logistic support progran.* 


Maintenance Engineering 


A coneept of earlier vintage, miintenence engineering grew from 
an early awareness of the problems engendered by the growing complexity 
of equipment being acyuired by the Defense establishumt. Foremost among 
these problems was the extent to which more complex equipment generated 
inereasing demands for limited funds, facilities, materiel, and skilled 


mannower. In order to conserve these scarce rezources, while contributing 





ly.s., Department of Defense, Development of Integrated Logistic 


Support for Systems and Equipments, DOD Directive 4190.35, June 19, 1964, 
pe l. 





“Ibid., DDe 2-3, 
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to overall military reudiness, the maintenunce engineering concept wes 
advanced to place increasing commnd recognition on the scope and mas- 
nitude of maintenanes operstions. [% ealled for croster emphasis in the 
areas of policy direction, technical supervision, and menagement control 
of major maintenance provrems and activities, 

The policy direction effort is aimed at ensuring that mintenence 
polieies, plans and procedures area evaluated pariodically to ensure that 
they provide maximum readiness to parform desicnated funetions efficiently 
and safely. The technical supervision policies sre directed toward en- 
suring that desicn development and production encineering activities 
stress maintainability and reliability of operation, that adecuete report~ 
ing systems are provided to disseminate pertinent failura data, and thet 
policies and procedures governing initial provisioning will be reviewed 
and revised as nscessary to assure the tisely availability of maintenance 
support items required during the initial phase of service use.4 

The essence of maintenance engineering then is to ensure that 
equipment is developed which will place the least possible requirement 
on the limited maintenance resources available, and to provide that the 
suppert is aveileble rhen required in the supply system ot the maintensanee 


level needed. This latter function is the min objective of provisioning. 


Provisioning 
Initial provisioning is defined as: 





4u.3., Department of Defense, Department of Defense Maintenance 
Bngineering Program, DOD Directive 3232.1, November 3, 1955, pp. 1-2. 


4Tyia., pp. 2-3. 


ee ee 





. 2 a 





-— — S| 





the process of determining the range and quantity of items 

(i1.e., spares and repair parts, special tools, test equipment, 

and support equipment) required to support and maintain an end 

item of materiel for an initial period of service. 
Its principal objective is to assure that initial spares and repair parts 
(including tools, test equipmont, end support equipment) are available in 
the supply system at the appropriate maintenance echelon when needed. © 

In recognition of the increasing commlexity and cost of new equip- 
ment, and the significant cost of providing these new equipments with un- 
interrupted malntenance and support, the Department of Defense prescribed 
certain policies to govern provisioning within the Defense establishment. 
These provide us with the key to the manner by which coordination will be 
accomplished when more than one service or agency is involved, as well as 
overall guidance for provisioning under single service effort. Where 
inter-service effort is involved, responsibilities are spelled out for 
both the procuring and the using services with respect to determining 
range and quantity, the type of technical documentation required, and 
date affecting contract negotiation (time, paymont, delivery). 
Provisioning is indeed a very complex process. Because of this 

it was necessary that the Department of Defense prescribe certain command 
relationships and set down coordination ground rules. These will not of 
themselves accomplish the task, but they do provide the framework within 
which the individual service can provide the timely support necessary to 


put an end item in service and maintain it. 





°U.S., Department of Defense, Policy end Principles Governing 
Provisioning of End Items of Material, DOD Instruction 3232.4, Avril 2, 


1950, pp. 1-2. 
Oryia., pe 2. 
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U. 3S. Merine Oorps Policy 


Integrated Logistic Support 
In furtheranes of the policy promulgested by the Department of 
Defense, the Secretary of the Navy assigned responsibility for the develop- 
ment of intezrated logistic support for systems and eguipments, and the 
monitoring of performence, to the Chief of Naval Operstion, the Commanéant 
of the Marine Corps, ané the Chief of Kaval Material. Specifically, the 
Commendant of the Marine Corvs bas been charged with the resvonsibility 
for determination of the requirements for the development of integrated 
support for systems and equipments to be accomlished by the Naval 
Material Support Mstablishment (NMSE), and for systems und ouuipments 
developed under the cognizance of the Marine Corps. ! 
Within the Marine Corps, the goal ef intezrated logistic support 
4s twofold. First, only supportable oquipmant will be placed in service 
in the Fleet Mmrine Forces because all requirements for resources will 
have been identified and provided prior to placing the item in service. 
Second, the life sycle costa for s new equipment can be identified and 
its adoption can be based on these cests rather than sequisition eost 
elons.® 
To achieve these goals it becomes necessary to identify 611 
elements necessary to support @ system or aquipment for its full pro- 
grammed Life. In other words, it demends that all requirements for 


resources (money, manpower, materiel, dote, or facilities) reeded to 





7y,3., Department of the Navy, Development of Integrated Logistic 


Support for Systems and Equipments, Gechav Inst. 5430.72, December 16, 
19 4, De Ze 


Bhs. Marine Coros, Development of Interrated Lozistic Support 


for Systems and Uguipmente, "CO 4100.3, November 12, 1965, p. 1. 
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support the new item during its full intended life be identified early 
in the equipment design process. Specific actions that will be pverformed 
to identify these elenents inelude:? 

l. Development of a "plen for use” and a “plan for support” 
of the equipment. 

2. Predict spare and repair parts requirements on an annual 
basis end projected over the life cycle of the equipmant. 

3. Estimte the requirements for support personnel by mili- 
tary occupational specialty (HOS) and skill level projected over the 
life cycle, 

4. Bateblish a fixed ratio of performance time to main- 
tenance time. 

5. Estimate the technical data requirements, 

6. Define the requirements for support equipment. 

7. Determine reguirements for facilities required to store, 
use, or maintain the item at 211 levels. 


& Determine requirements for contractor support, if ony. 


Provisioning 


As defined earlier, provisioning is the process of determining 
the range and quantity of items necessary to support an end item of mate- 
viel for an initial period of service. In actuality, tho process dogs 
not stop at determining the range and quantity as the definition tmplics, 
but follows the selected items through the procurement, delivery, and 
initial period of use during whieh usage date is compiled to evaluate 


the dacisions reached esrlier. Within these wider parameters, the policy 





7rpid., pp. ie? to Enclosure (2). 
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ef the Comaandant of the Merine Corps outlined below takes on ndded 
Significence. 

Because premature introduction of new equipment prior to edequate 
build-up of resources could seriously cetraect from the capability of the 
force using the equipment, the Commandant's basie policy is that new 
items of equipment will not be put into service until using and service 
units have on hand apecified levels of mount-out (combat) and garrison 
operating (peace-tine) stocks, trained operators and techniciens are 
available as needed, budgeting information for requisitioning ranlsnish- 
mont atoeck has been firmished to appropriate canwanders, end the first, 
second and third sutometic resuppiies are available in protected status 
within the supply systen. 19 

With respect to the determination of the range and quantity of 
items to be provisioned, it is the Sommndant's policy that:}4 

1. Generel criteria for range and quantity (in terms of days 
of supply) will be prescribed by Headquarters Marine Corps for items to 
be stocked in support of end items being provisioned. Within these 
general oriteria, the Merine Corps Supply Activity, FPhiladelphis will 
determines the range and quantity of items necessary to support the new 
end item for an initial period cf time. That pericd of tims extends 
from placing the end itom in operation until adeguate usage data ars 
developed and full support responsibility oan be assumed by the supply 
system for routine replenishment. 


2. The basis for datermining the range anc quantity of items 








10s; 5, Herine Gorps, Policy for Support of New Equipments 
Introduced into the Marine Corps, MOO 44,90.32A, March 11, 1965, p. 3. 
Wlynid., ve 2s 
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to be provisioned is the experience mained fron research, test and 
evaluation, knowr or factored failure rates, plenned in-use quantities 
end deployment of the end item, and the smmport concert of the new 
equipment. 

3. Quantity determinetions for nount-cut, resupplies, and 
garrison operating stocks will be expressed separately because of the 
different fellure rates of spares and repair perts under combat and peace- 
time conditions, and the non-essential nature of certain items to = combat 


environment. 


Fiscal Policy 


One further srea cf policy which needa to be mentioned briefly is 
funding as it relates to Fleet Marine Foree units. For ond items vrocured 
as Appropriated Stores Account (ASA) items under the appropriation 
Procurement, Marine Corss, funds are budgeted by Neadquarters Marine 
Corps under the appropriation Operations and Meintenence, Marine Corns, 
and are allotted to field comannders to provide for procurement of sup- 
port items from the stock fund. For end items procured as Stook Fund 
Account (SFA) items, both the end item end tho suvport items arse budested 
for and funded by field comnandars with allotted Cyersations and Maintenances, 
Marine Corps funds.+ Althouch thia procedure is in line with the 
Comanndant’s overall fiseal policy of having the ficsld commander obligate 
funds for items used by hin, we well encounter = conflict arising from 
this policy in Chapter IV which raises the question as to whether this 


procedure is complementary to expeditions provisioning. 
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Responaibllities for Support of New aquipment 


Commandant of the Warine Gorps 
Gverall resnonsibility for the support of new squipment rests 


with the Commandant of the Marine Corps, who will issue directives to 
convey his support policies, preseribe authorized Levels of garrison 
operating anc mount-—out stocks, buadgat for the procurement of aount-out 
and initial garrison operating stocks for active Fleet Mrine Foree units. 
He also will establish (and adjust as necessary) the target dates for 
pleeing new items of oquipment in service bused on plenned eveilability 


of required personnel and Logistic support.t3 


Marine Corps Supply Activity, Philsdelphia 


Within the general criteria for range of items and stock levels 
prescribec by Needyuartoers Marine Corps, the Marine Corps Supply Activity, 
Philadelphie determines the renge and quantity of items to be procured 
for initial issue and for supporting stecks within the stores system, 
and determines the range and quantity of mount-out and garrison opsrating 
stocks for using and supporting service units. In adaition the Supply 
Activity advises the Comandant of estimated funds requirements at appro- 
priate times during the budeest cycole, informs the Commandsnt when first, 
second and third automatic resupelies are available in protected status 
Within the stores system, and criginstes documentation necessary to 


process the initial iseue by the Supply Sgnters. L4 
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Marine Corps Supply Conters 

As the intermediary between the proeduser and the user of now 
equipment anc ita support items, the Marine Corps Supply Center receives 
and stores the end item and its support items until the necessary Llnitisl 
issue documentation is reesived from the Marine Corps Supply Activity, 
Philadelphia. Upon receipt of the documentation, tho Supply Center will 
enter the expenditure data received from using end service units, process 
the requisitions, sgsemble the initiel issue end item and support items, 
and (as of Jenuary 17, 1966) ship the items concurrently as a packnge to 


their destination.) 


Foree Camsandera 

To ensure adaquate and timely training of personnel prior to 
introduction of the new equipment, the Fleet Marine Fores commander has 
the responsibility for designating the quantities cf equipment to be re~ 
moved from administrative deadline for training purposes, end for pro- 
viding funds to support this function. He is likewise responsible for 
placing the end item in service when all required support actions have 


beon accomplished, and for informing the Commandant of t):4 setion. +6 


Organivation and Responsibilities of the Supply 
Department, Headquarters imarine corps 
The Supply Department, Meadquarters Marine Corps is assigned a 


conplex of responsibilities for the provisioning of now equipment being 

















f 
150.9. Marine Corps, Standings Operating Procedure for Providing 
an Initial Issue of Repair Parts for Kew Itoms of Marine Corps Zquinment 
WO 4423.10, November 17, 1964, pp. 5-7. 
16,. a Fit Ae os may OO 9 po FT " wan Mens AP Wee Tims ” 
U.S. Marine carps, folicy for Support of Ner Equinments 


Introduced into the Marine Corps, MCO 4409.32A, March 11, 1965, p. 6. 
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introduced into the Murine Corps. While these ill be covered in detail 
in Chapters III and IV, it is desirable at this time to axamine the 
organization of the Supply Department. 

The Supply Depertment, Noedyuearters Marine Corze, heeded by the 
Jwartermister General of the Narine Corps, is organized into three 
separate offices and six operating divisions, as shown in Figure l. 
Responsibility for support of new end items of ezuloment is vested in 
four of these divisions as follows:!7 

1. The Stock Menagoment Division (C5X) is responsible for 
preparing Part I of the Provisioning Guidance Date Sheets, and for 
performing Item Monegement Coding for Neadquarters controlled items. 
This is done in aceordancs vith spplicable instructions for the deter-~ 
mination of managoment control by the Defense Suvnrly Asency or the 
Warine Corps. 

2. The Financial Management Division (CSS) is responsible 
for those aspects of the support process relating to funding, apportion- 
ment, and budgotery informtion. It also provides the Stock Mansa zement 
Division with an ennua]l schedule by whieh the Supnly Activity is furn- 
ished Provisioning Guidance Data Shests (Fart I) and Marine Corps 
Shopping Lists. 

3, The Procuremont Division (CSG) is rasponsible for 
procuring and insuring delivery of items for test and for support of 
the end item when adopted, They monitor progress of provisioning send 
notify the Stock Management Division of delivery of the end item and 


its releted suppart itens to the Supply Centers. 


a Bas yew Se ee ee ee ae me See 


170.5. Marine Corps, Headquarters Manual, HOO P5000. 3A, 
Way 26, 1964, Cheptor 9. 
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4. The Technical Division (CSY) is responsible for formulating 
techniesl policy for the acquisition, support and maintenence of ground 
equipment. They support Waring Coros vrocnurement vrocrems by oroviding 
engineering docunentation as neesasury, dovelopins equipment support 
programs, implementing maintenences engineerin:: policies by specifying 
provisioning requirements, anc developing and comrolling formelizeation 
of support concepts, maintenanee philosophy, and provisioning guidance 


instructions to Marine Corps Supply Activity, Philadelohia. 





CHAPTER TI 
FACTORS FRELATIMG TO SUPPORT OF NAY BQUIPMINT 


A new system or equipment is introduced into the Marine Corps 
when it hes been found to meet an existing requirement, and remiins in 
service until 16 no longer adecuately satisfies these renuirements. In 
order to explore fully the process by which an eculoment is supported 
throughout this period of service, it is necessary to examine the Life 
cycle of equipment and the suprort setions as they relate to this life 


cycle. 


Life Cycle of Systems and Equipments 


Planning 
Planning establishes the background of military and technical 


reguirements that precedes the formulation of 9 systen or acuipment ag 

a definable project. It begine with the Marine Corps Long-Rangs Plan 
which projects the combat image of the Marine Corps ten to twenty years 
in the future. It is earried on by the Marine Corps Mid-Range Objectives 
Plan which looks two to ten years into the future, and provides for an 
orderly progression from the present combat foree to the long range con- 
cept. The objectives and requirements of the mid-range plan provide the 
gnidelines for the research, development, and studies (RDM) program, 

out of which ere formed projects of an applied research nature or an 


equipment research neture. The equipment reseerch projects are gencrated 


V4 
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by eo General Operetional Requirement, which is « statement of the need 
for an improved equipment, system or technique which will provide a sic- 
nificant improvement in operationel eapability and contribute to combat 


effectiveness, if and when developed. 


Conceptual Phase 
This is the first phase of the equipment cycle. It is here that 


the equipment or system becomes a definable concept that can be translated 
into a specific technical development project. Since this phase grows out 
of the various research projects of the plenning process, its start is not 
sharply defined. Its end is sharply defined, however, by the issuance of 
the Specific Operational Requirement, which is derived from and supporte 

a General Operational Requirement in whole or in part. It delineates in 
more specific terms the functional performinoe desired and the limiting 
physical peramoters, Thess include weisht, size, speed, environmental 
requirements, personnel snd training implications, logistical implications, 


and the time phasing for completion of development .~ 


Definition Phase 

in Befinition the concept of the Special Qperstioneal Requirement 
is trenalated into a detailed technical development project which leads 
to a full deseription of the desired system or squipment, in sufficient 
detail to permit negotiation of procurement contracts for pilot models 


{(pretotypes). This is accomlished sequentially through: ” 


lis. Marine Corps, Policy, Guidance and Procedures for the Support 
of New Equinments, Draft MCO P4400, July 15, 1965, pe 1-3. 
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1. The Technics] Development Plan (TDP), which transletes 
the Specific Operational Requirement into a detetled plen. When approved 
by the Commndent, 1% becomes euthority to commence the develepment, 
procurement of pilot models, and necesssry test end evaluation. 

2. Marine Corps Prozram Documents (MCPD), which ties the 
equipment or system into the progremming process. The appearence of a 
new end item here is the first identificaticn of it as an eguipment pro- 
granmed for introduction into the Morine Corns. It likewise establishes 
priorities and guidance for the procuremant, production, utilization and 
disposal of the equipment. 

3. The Design Disclosure Packege, which includes the 
specificstions, drawings, ensineering dete, inspection and test pro- 
cedures, and associated technicel loziatic date. 

4. The Field Budiet Guidenos, which ties the new equipment 
into the budget process by eivins phese-in schedules and ellownnces of 
new ecuinpment for the two subsequent years. 

5. The Marine Corps Shopping List, which lists annuelly the 
approved end items to be procured during the current fiscal and budget 


year, 


Procurement Phase 

This phase commences with the award of the initisl procurement 
cont reets or other procurement action, continues through the production, 
necessary modifications, inspection an@ testing, and soncludes with the 


aceeptence by the Marine Corps of the required end items. 
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Ooerational Phass 


The Operations] Phase of the equinment Life cycle commences with 
the deployment of the new equipment to the Flest Merine Forces (FF), and 


continues until the equipment is withdrawn from service. 


General Support Requirements of New Zauipments 
The overall support requirements of a new equipment can be sun~ 
marized into: (1) providing for planned maintenance, (2) carrying out 
the recuireéd provisioning and supply actions, and (3) providing for the 


required personnel logistic suoport.* 


Plenned Maintenance 

This category of support requirements takes cognisanee of servicing, 
repair, inspection, calibration, testing, overhaul, modification, handling, 
ané storage. Procedures are established for eech new equipment to provide 
appropriately for these requirements, which ara a major factor in develop-~ 
ing the necessary provisioning and supply actions snd for determining the 


required personnel logistic support. 


Provisioning and Supply Astions 
This set of support requirements covars both determining the range 


and guantity of itema required to support an equipment, and supplying 

these items where and when they are needed. Thea itens covered includs 
speres und repair parts, support equipment, special tools, test equipment, 
and teehnical lovistic data (technical manuals, drewings, specifications, 
engineering data, and other “software”). Throughout this paper, references 
to “spares anc repair parts” or to “support items” will include the above 


wnless exempted. 





4Arhid., pe 1x2. 
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Personnel Logistic Supvort 


Personnel Logistie support takes into consideration the require- 
monta for training and for human factors enginosring--i.¢., personnel 
skilla, and safety considerntions, Since it is related only indirectly 
to provisioning, we will focus only slightly on thie aspect of support 


for new equipment. 


Broad Support Actions in Support of New Fauinpmente 

Actions to support « system or equipment occur all throush ita 
life eyclo, from the long range plan to the disposal of thet equipment. 
However, ineasmich as an item is considere® a "new equipment” only for 
that portion of the Operational Phase during which significant usage data 
is being accumulated, any actions subsequent to that time ere a fenetion 
of normal Marine Corps logistics and will not be considered within the 
scope of this paper. In addition, sinee support actions during Plenning 
end the Cenceptual Phase are limited to the recognition of logistic sup- 
port implications and introducing these into the Svecial Operational 
Requirements, these will likewise be considered only in passing. The 
emphasis herein will be in proportion to the support effort found in each 
phase of the life cycle--i.6., the coneentretion will be on the Definition, 


Preeurement, and Operational (first year only) Phases. 


Definition Phase 


The principel support actions during this phase are centered around 
the documents cited earlier. Appropriate provisions regarding tho logistic 
support characteristics of the new equipment are introduced into the Tech- 


nical Development Plan under anecific sections for muintenanee, provisioning 
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end supply, and personnel. Likewise, informetion which reflects how it 

is planned to support the squipmernt with respect to plenned maintenance, 
provisioning and supply, and personnel leosistic support is enllected fron 
the Technical Development Plan, Merine Corps Progren Documents, and the 
Field Budget Guidance. This information is processed to nrovide documenta- 
tion specifically for the pvurpose of plannines logistic suprort eections for 
the new equipment .© 

A plan for menagement control of all support actions is also 

propared daring the Definition Phase to provide for centralized scheduling, 
evaluation of progress, ond implementation of measures to ensure the effi- 
ciency ond effectiveness of the many suppert actions concerned. In addi- 
tion, procurement action may be sterted for certain itens which involve 


long lead times, hich costs, or certain other considerations, where to 


slay procurement could delay the introduction of the ond iten. 


Procurement Phase 


Procurement might best be describe’ as the transition from the 
development to the projiuction stages. The contrect which heralds the 
commencement of procurement conteins provisions under which the later 
procuremont of support items will be mide, and sets in motion the sequence 
of events by which these support items will be acavired. This sequence of 
events includes the submission of provisioning documentation, selection of 
the range and quantity of items required, monitoring of the eontraetor'’s 
progress in meeting the timetable, and delivery of the support iteme to 
the Supply Center. Concurrently with this process, the necessary training 
gurricula ere developed and personnel are trained to operates the new 


equipment when it is placed in service. 
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Cperational Phase 


Sinee a1] new equipment is pleeeé in service uncer an interim 
support plen, the mein emphasis during the initicl period of service is 
to supervise an¢é evaluate the interim plan towerd establishing firm 
support requirements under which the equipment will function for the 
reminder of ity programmed life. The supervision effort is directed 
primerily toward ensuring the adherence to the procedures set up for 
planned maintenance, provisioning an@ supply, and personnel logistic 
support. The evalustion offort is directed toward collecting operational 
usege data upon which to base firm support requiraments and to ensure a 
smooth transition to normil losistic support beyond the initial period of 
service covered by the provisioning process,’ Cvalustion Likewise con- 
stitutes an eppraisal of the accuracy of the provisioning decisions, and 
a feedback mechanism to initiate chances to the supply levels determined 
as part of the provisioning process. 

In the chapters which follow, the miin omohasis is directed 
toward evaluating the timeliness of the processes involved rather than 
assessing the accuracy of the range and quantity Gecisions. Therefore, 
the detailed examination to follow will concentrate on those support 
actions performed during Definition and Procurenent, while benring in 
mind that the Overational Phase will provide whet eorrective action is 
pscessary to compensate for differences between the compiles usace deta 


ané the assumed replacement factors used during provisioning. 








“thia., p. 1-7. 





CHAPTER III 
SUPPORT PLANNING PROCEDURES 


The Integrated Logistie Support concept demands that ell resources 
needed to support an end item of aquipment be identified early in the 
Gesicn stages of equipment development.+ This means that a meximum of 
coordination and interplay must be established early between those offices 
respensible for reasearch and development, production, maintenance, pro~ 
visioning, and eaupply, in order that the reauirements of each can be 
recognized end ineorporated into the largsr framework of the totel 
resource requirements of the system. 

In this chapter we examine the prosedures that provide the 
information and evordination necessary for later execution of the pro- 
visioning ond supply actiona. For sake of identification this overall 
set of procedures is termed “support plsnning.” Uowever, planning 
actually carries over into the execution of end item procurement and 
provisioning, and conversely cartein portions of execution (procurament 
eof high-cost or lone lend-time iteas) mey begzin aven before the procedures 
eovered in this chapter have been accomplished. 

The principal venieles presently used to provide the background 
and coordination necessary for timely and effective support of new end 


items are the Item Management Plan (IMP), the test and eyaluction process, 
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the Letter of Adception and Initiation of Trecurement (LAP), the Support 
Coneept (SC), the Srovisioning Guidance Deta Sheet (PGD), and the Procure] 
ment Work Order (F¥0O). Baek of these will be examined to detsrmine how 
it 42 preasntly utilized to support the introduction cf a new item of 
eguipmeat, and the entire process will then be evalusted in Ghepter V 
to determine wherein the procedures could be simplified or executed in 


a more timely mannor, 


Item Management Plan (IMP) 

The Item Management Plan (IMP) is a resord of all key actions 
that must be cumpleted prior to introduction of the aew ltem of equipment 
into service. As euch it ia the basic souree of mandgement informtion 
within Headquarters Marine Corps for scheduling and evelueting procress 
in providing the roquired support for the new equipment.” Progrésa is 
injieated by means of the "mileatone” technigue--i.e., each significant 
action is recorded as «2 milestone, and dates for seheduled completion, 
review, and revised achaduled completion ars plotted opposite the action 
indicated. By moans of this procedure an imsediate analysis is available 
at all times of the current status of esch significant element of each 


program. <A dlenk IM form is shown as figure 2. 


Responsibility 


The basic responsibility for initleting action to prepare an Item 


Manegement Plan is ascimed to the Assietant Chief of Staff, G4. 





“148. Werine Corps, Responsibility, Coordination and Review of All 


fAetions Required to Support New Items of Equipment Introduced into the 
Marine Corps, FQc 4409.1, December 24, 1964, pe 1 to Luclosure 
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Fig. 2.--Format for the Item Management Plan@ 


U. S. Marine Corps, Headquarters Order 4400.1, December 24, 1964 
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Subordinate responsibilities ure assizned as follows:4 
1. G-4 Division 
a. Preprration of tho IMP for each new system or squlpment. 
4. Coordination with other internal Neadguarters iMarine 
Corps units to determine the specific elements to be charted and reported. 
c. Maintaining the IMP for regular and periodic presenta- 
tion to the Assistant Chief of Steff, G-4 end other steff mombers to 
indicate np-to-data status of representative programs. 
2. Supply Department 
a, Assisting the G-4 Division in initial preparetion of 
the IMP by selecting reporting elements end determining the time clement 
reguired to complete tho action. 
b. Developing subsidiary IMPs to support crime IMPs and 
establishing necesanry reporting system to provide for updating. 
c. Provide necessory liaison with the Merine Corps Supply 
Activity, Philedelphia to insure that actions specified in an IMP are 
completed on time. 
3. Other Divisions and Steff Cresnizstions.-~ As required by 
the G-4 Division, assist in the development of the IP reporting elements 
for «6 specific program, and develop and maintain subsidiary Iv¥Ps to insure 


responeive action to comply with the objectives of the prime IMP. 


Preparetion Procedures 
The Item Managemont Plan is prepared to record and indicate the 


atatua of action from the dats an equipment is beine considered for use 
until it is eventually placed in service. Actual preparation is the 


responsibility of the G-4 Division, which normally calls a meeting of the 
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various staff sections concerned to select the appranrints milestones. 
These are then assigned to the cognizant staff office fer completion of 
the time schedule, and for monitoring the progress of the action. 
Milestones selected should represent key points in the equipment 
development process, and are significant in that failure to accomplish 
the indiceted action on time may have an adverse effeet on the tincly 
introduction of the equipment. Some of the typical key polsts normally 
reported include development or completion of the military and operational 
requirements, design study, experimental model, test and evaluation 
process, letter of adoption, contreet negotintions, delivery of the and 
item, provisioning, and release of the advaneed Logistics date. an 
individual IMP may slso contain other milestones; however, unless they 
are significant management steps es seen et the Assistant Chief of Staff, 
G-4, level, it ia norm] for the reapeative sateff section to pvrepare a 


subsidiary IM? and include tho lesser milestones therein for its own use. 


Repeortir spdati 





The Item Management Flan becomes an effective tool of manasement 
when the milestone actions heve been determined, responsibility for com- 
pleting the actions have been assigned (ané accepted), and the time 
schedule for completing each action has been projected. It remains an 
effective tool only if ths prozress is recorded in such a manner that it 
is at all tines curvent and reflects accurately the status of all facets 
of the project. 

Ho specific procedures for «athering status data are preseribed. 


Instead the responsible branch in the G~-4 Division performs the necessary 
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“liaison with the action offices indicated in the “responsibilities” 
blocks of the IMP to obtain deta necesesry to update the plen. 

Bach DSP is updated as events are completed or rescheduled. For 
all actions that are rescheduled, the reasons are indiented and an analysis 
made of the subsequent effect this deloy will heve on the program. For 
thoes actions yet to be completed at any time, a forecast is mainteined 
as to the probability of meeting the deadline, and the anticipated impli- 
cations if this outlook is poor.’ By maintaining the IMP in this way, a 
review et any tine indicates the overell statua of the project, and 


additionally pinpointe those areas where addad attention is indicated. 


Test and Avaluation Process 

One of the action milestones of any ecuipment program is the test 
and evaluation process, which often takes up 4 mejor portion of the time 
frame from Definition to delivery. 

Initial test and evaluetion of most new equipments is performed 
at the Karine Corps Landing Force Development Activity, Quantico, It 
begina with the procurement of one or several pilot models from firms 
which responded by submitting proposed designs besed on characteristics 
outlined in the Technical Develooment Plan (TDP). These pilot models sre 
tested to determine how well they satisfy the military and operational 
requirements specified for the equipment. From this initial testing is 
developed an advanced model which may be s modification of one of the 
prototypes or a new generation equipment which incorporates the better 


foatures of several pilot models.° 
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Srnterview with Mr, D. L. Bonner, Supply Department, HawC, various 
dates. 
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In keeping with the concept of Maintenance Enginsering, the basic 
design finally arrived at must be one combining maximum operational enpa- 
bility and a minimus of maintensnce requirements. To determine the amount 
of maintenance support required, and fully to evaluate the opsrability 
and maintainability of the design, euch equipment is tested and refined 
until it appears that it completely satisfies the requirements indicated. 
At this point the equipment is sent to the Flest Merine Foree for further 
testing under actual opersting conditions. Throughout both test stazes 
a cOmplote record is compiled of each part or component which fails, and 
an evaluation is made of the probable reason for fatlure--e.e., aze, 
defective design, unusual stress, or intentions] overloading. These data 
become a vitsl factor in the provisioning process, and will show up re- 
peatedly in the process of determining adecusts support for the new eguip-~ 
ment. 

Letter of Adoption and Initiation of 
Procurement (LAP) 

The Letter of Adoption end Initiation of Procurement (LAP) is a 
time-phased, four-part document deat:ned to augment the Item Management 
Plan (IMP) by providing for the timely dissemination of information at key 
stages of development from Planning to Introduetion. ? By this time se- 
quence of presentation, the necessary informetion and euthorization to 
support plenninge end execution of procurement is provided as soon as the 
data becones availiable. 

Part 1 of the LAP (Planning Phase) indicates the nomenclature of 


the item, the tyne of funding to be utilised, the estimated unit cost, 





70.3. Waring Corps, Precedure for Adoption and Initiation of 


Procurement of Rouipment for Marine Gorps Use, Wa0 4129.2A, June 39, 1965, 
pel. 
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planned allowances, antieipated replacement factors, and a brief descrip~ 
tion of its inten@éed use and characteristics. This deseription shovld 
inelude physies1 and operational (but not technical) charecteristics. +9 

Part 2 (Budgeting Phase) presents the planned procurement and 
phase-in schec¢ule, life expectancy, muintenanee factors, anticipated 
organizational changes, estimated date of approval for service use, and 
any changes to the date disseminated in Part 1. Included under the head- 
ing “maintenance factors" is a complete list of parts usage during both 
the Davelopment Activity and troop test programs, the probable reasons 
for each failure, any special tools and test equipment required, and the 
trainine levels required of personnel to operate and servise ths equipment. 

Part 3 (Procurement Fhese) is prepsred when the equinment has 
undergone sufficient testing and operetioneal evaluation, and is considered 
suiteble for Marine Corps use. This evaluation must be performed on a 
model which is "functionally and physically aquivelent to a final produe-}~ 
tion model,” and will insure that the model adequately meets the technical, 
operational, reliability, maintenance, and pereonniel mquirements specified 
undsr actual service conditions.++ *hen this has been accomplished, 
Part 3 i9 issued. This states thet the ecuipment has been adopted for 
Marine Corps uao, ang it presents the nomenclature, model number, common 
name, snd physical dimensions of the equipment, and any changes to Parte 1} 
and 2. 

Part 4 (Allewance Documentation) is released when the end item is 
ready for issue to the using units. It prescribes thoss units authorized 


the equipment and the quantity rated by each, and is the authorization 
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for inclusion of this information into the sppropvrisate Table of Allowances 


or Table of Equipment. 


Responsi bi lity 
Overall responsibility for issuing the LAP resta with the Assistant 


Chief of Staff, G-4 who is likewise responsible for approving items of 
equipment for Marine Corps use.12 In furtherance of this resnonsibility, 
the G-4 Division Techuicsl Branch havinz development cosnizance over the 
equipment will be responsible for initieting Parts 1 throuch 4 of the 
adoption letter, and for insurins compliance and completion of the re-~ 
guired actions. Specifically, these actions include insuring: +? 

1. that no new equipment or system (or significantly redesigned 
equipment) is approved for Merine Corps use until the equipment has been 
properly tested, designed and engineered for production; 

2. that an operational evalustion (service test or troop test) 
is eonducted prior to approval for service use on all new equipment; 

3. that models of such design and configuration as to be 
functionally and physically equivalent te a final production model be 
used to determine the ability of the equipment to mest the technical per- 
formance requirements, the ability of tha equipment to meet the operational 
performance requirements in a service environment, the serviceability end 
maintainability of the equipment, tho edequacy of documentation to support 
competition for production, and the reliability of the equipment; and 

4. that the pilot produced equipment adeguately meets the 
technical, opsretional, reliability, maintenance, and personnel require~ 


ments under service or simulated serviee condition. 





Wibid., p. 2. 
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In view of the complexity of the actions upon which the LAP is 
based, their completion cannot be accomplished within the G-4 Division. 
Instead it requires the coordinated efforts of G-4 Division, the Deputy 
Chief of Staff for Research, Development sand Studies, the Landing Foree 
Development Activity, and the Supply Department . 14 This interaction and 
coordinated effort will be seen repeatedly throughout the process of 


introcucing a new equipment and providing for its support. 


The Support Coneept)? 

The Support Concept (SC) 4s a plunning document Lasued by the 
Supply Department for each new item of equipment which is of major logis- 
ticnl significence. It enlarges upon the plannins information conteined 
in the LAP, defining in detail how it is planned to support the new equip- 
ment with respect to plenned maintenance, provisioning and supply, and 
personnel lozistie support. Its purpose is to provide detailed guidance 
for the implementation of integrated lozistic support for eech new eguip- 
ment. 

The Support Concept is issued in two parts. Part 1 is designed 
to supplement the information contained in Part 1 of the LAP, and serves 
to support planning and implementation of required initial procurement 
actione, especially thoce with long lead-time or hich cost support items. 
Part 2 18 designee to supplement the information contsined in Parts 2 and 
3 of the LAP, and serves to support in a general way the plenning and 


procurement of logistic support items. 





13u.5, Marines Corps, Policy, Guidence and Procecures for the 
Support of New Sauipments, Draft MCO P4400, July 15, 1965, Chapter 33. 
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Responsibility 


The Technical Division of the Supply Depertment is responsible 
for the preparation of all Support Concepts. Coordination with other 
Headquarters activities is effected as necesssry to ansure that all appro- 
priate logistic support reguiremants are provided for, and with the Merine 


Corps Supply Activity, Philsdelphia prior to sublication. 


Preparation 


A Support Concept is prepared for each new item of equipment, 

exespt in those cases of extreme simplicity which clearly indicate that 

a formal concept is not needed. The complete Support Concept consists of 
Parts 1 and 2 explained above, and the Support Concept Master Schedule. 
Part 1 is prepared when the item first appears in the Marine Corns Program 
Document. Part 2 is issued when the item has undergone sufficient testing 
and has been approved for Marine Corps use; however, it sould be prepared 
in ths esrly stages of development 16 The Master Schedule is a supporting 


document to the Item Management Plen, and 1s prepared at that time. 





Provisioning Guidanee Data Sheet?? 

The Provisioning Guidance Data Sheet (PGD) is prepared for each 
item on the Marine Corps Shopping List for which initial or follow-on 
provisioning is required. It is the authoritative document furnished to 
the Marine Corps Supply Activity, Philadelphia for guidanese on the pro- 
visioning cf new items. It provides information relative to plennmed allow- 


ances of the end iten, vlanned operational readiness date, phase-in schedule, 








lorntervion with Mr. D. L. Bonner, Supply Department, HQMC, 
various agutes. 


Ly, 5S. “arine Corps, Policy, Guidance and Procedures for the 
Support of New Equipmenta, Draft MWCO P4490, July 15, 19 5, Chapter 34. 
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and smintenance/overheul factors. The PGD alone with the Support Concept 
forms the basic guicance for the provisioning decisions relating to range 


and quantity of support items needed. 


Responsibility 
The Supply Department is responsibie for the preparation of the 


Provisioning Guidance Data Sheet, which is issued in two parts. The Stook 
Management Division begins prepsration on Part 1 as soon as the end item 
appears in the Marine Corps Program Document. When the item is listed in 
the Zhopping List, this part is completed and a copy of Part 1 is forwarded 
to the Marine Corps Supply Activity, Philadelphia. Fart 2 is prepared by 
the Technical Division upon receipt of the Procurement Work Order (Pwo), 


and it is appended to the PXS along with Pert il. 


Procurement York Order 
The Procurement Work Order (PWO) is a document for detailing the 
applicable funding, eoding, performance, and delivery date required for 
the documentation and implementation of sll end item procurements orizina- 
ting at Headquarters Merine Corps. When coapleted end accompented by the 
required supporting documents, it sgerwes as the vehlele for implementing 
required action for provisioning end the initial issue of logistic support 


items. 


Responsivility 
Preparation of the Procurement York Order is the responsibility 


of the Sunply Department, and it is effected by the coordinated effort of 


several of the divisione of this department. The PVO originates in the 
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Fainencial Management Division which supplies funding deta pertinent to 
the end itom being procured end the support items. The “Stock Management 
Division then exaauines the requirements to determine what items are 
available within the Department of Defense supply systems. Finelly, the 
Technical Division prepares and attaches to the P70 the necessary support-~ 
ing documents--Part 2 of the Provisioning Guidance Data Shest, and the 
Technies) Requirements Addendum. The Technical Requirements Addendua 
provides details relative to specifications, preservation anc paciaging 
of the end item, requirements for provisioning docunentttion, special 
tools and test aquipment, and parsonnol trrini 219 

When the supporting documents haves heen prepured and appended to 
the P¥O, it portrays all necessary dotails for effecting procuroment of 
the end item and for provisioning. In offect it is a procurement neckace, 
end undar this name it is forwarded to tho contracting officer to sssist 
him in contract preperation. The contract, which marks the start of the 
Procurement Phase of the life cyclo, triggers the sequence of events by 
which provisioning is accomplished. This sequence is the subject of the 


next chapter. 





LI nterview with ¥r. D. I. Roansr, Supply Department, RQyC, 
various dates. 
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CHAPTER IV 
DECISION TO DELIVERY — A LONG HARD ROAD 


The process by which a systen or equipment evolves from the 
Conceptual Phases of the life cycle to the point where it is approved for 
Marine Corps use is a slow one, as seen in Chapter III. Yat when this 
approval is given, the entire process of procuring the equipment and 
provisioning for its support still lies ahead. These efforts take up 
only abeut one third of the four to six years inherent in most equinmant 
projects, but many cf the eritical decisions and problom areas are en 
countered in this realm, any one of which could result in failure to 
achieve the target date for introduction of the new equipment. 

In this chapter we will examine the complex of procedures that 
starts at the aeceptanee o” the end item design and earries through to 
the delivery of that end item with its required support. In a broad 
sense these procedures can be categorized into pra-provisionins actions, 
the provisioning process, end the initial issus process. It is in this 


context that wo will examine tho procedures involved. 
Pre-Provisioning Actions 


Initiation of End Item Procurament 


Procurement of the equinment begins with the issuance of Part 3 


EP = 





Ipresentation by Mr. D. L. Bonner, Inventory Managenent Officer, 
Technical Division, Supply Department, HOMC, to the Marine Corns Command 
and Steff Collese, Guantico, Virginia, scheduled for Februsry 1, 1966. 
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of the LAP, and may take one of several forms depending on the catezory 
of the equipment. For example, it may be in ae catexory of items (¢e.2., 
cargo handling equipment) which 12 Defense Supply Agency procured, it may 
be in a category of items (e.¢., sutomotive equipment) for vhich the 
Marine Corps has obtained a cross-servicing agreement for procurement, or 
it may be an item which will be procured by the Marine Corns. In each 
instance it is the individue] ections rather than the overall procedure 
which will vary, 30 for the sake of sinplicity I shell concentrate on 
those procedures utilized for items procured by the Marine Corps, benring 
in mind that specific actions may vary under certain conditions. 

For Marine Corps procured items the Supply Department, Headquarters 
Marine Corps will invite bids from vrosnective contractors, avaluste erch 
bid on the basis of a technical and cost appraisal of the proposal, and 
award the contreect to the party who exn best meet the Marine Corps require- 
ments on this basis. Incorpozated into each contract is a statement of 
the initial provisioning recuiremants, which vrovides information concern- 


ing required documantation, specifications, ond the initial conference. 


Pre-Provisioning Confarence 

The Marine Corps Supply Activity, Philadelphia (MCSA) requires a 
pre-vrovisioning conferance to be held within twenty days after contract 
award for purvoses of contractor indoctrination, and to facilitate timely 
preparation of accurate and timely technical docunentation.~ This cornfer- 
ence, held at the Supply Activity or a loestion designated by the contractor, 


covers the type and quantity of documentation required, and determines a 





=u.5. Marine Coros, Uerins Corps Provisionins Procedures and Tech- 


nical Documentation Reguiraments, MIL-M-1799%D(HC), Oetober 1, 1961, n.9. 
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schedule for completion of the major provisioning actions. It is attanded 
by the contractor team, and provisioners from the Supply Activity. 

The establishment of s uniform provisioning performance schedule 
for seach comrodity area is one of the objectives outlined in the Depart- 
ment of Defense provisioning policy directive, > yet to develop a standard 
schedule which will apply to ail provisioning evolutions is impossible. 
Approaching this ides], we have a skeleton performance sehedule (Figure 3) 
utilized by the Supply Activity which indicates the typical times required 
for each mejor action. This is modified sat tho pre-provisionine conference 
to take into aceount any special conditions which apply to the particular 
situation. Thus in effect we have © uniform schedule which is tailored 


ag needed. 


Provisioning Technicsl Documentation 


Documentation is thse other mjor area covered at the pre-provisioning 
conference. By provisioning technical documentation is meant: 
that documentation furcished by contractors to a Department of 
Defense activity which is used by the activity for the identifica- 
tion, determination of initial requirenents, cataloging, and con- 
tractual formalization of items to be procured through the 
provisioning process. 
As it is useé in the Yarins Corps, documentation refers to, out is not 
limited to, Provisioninz Lists, Lone Lesd Items List, Vendor Items Cards, 


Friced Hepair Parts Orders, Feder.1 Item Identifications, supporting draw- 


ings, illustrations, and changes thersto required in connection with 





AU.S., Department of Defense, Folicy end Principles Governing 
Provisioning of End items of Material, DOD Instruetion 3222.4, April 2, 
195 ? De 3. 


4ug., Department of Defense, Uniform Technical Documentation for 
Use in Provisicning of End [tems of haterial, DOD instruction 4151.7, 
Janusry 29, 1961, p. 1. 
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BASIC PROVISIONING PERFORMANCE, _ 




















SCHEDULE 
EQUIP: CONTRACTOR: 
DEL. DATE: CONTRACT NO. 
{ 
PRE-PROVISIONING ACTION CALENDAR 
; DATE 
PRE-PROVISIONING CONFERENCE HELD a ee 
LONG LEAD ITEMS LIST RECEIVED AT MCSA 
SAMPLE PROVISIONING LIST 
a | MORMAL ADJUSTED CALENDAR 
PROVISIONING ACTION PROVISIONING 
SCHEDULE SCHEDULE DATE 
RECEIPT OF COMPLETE PROVISIONING DOCUMENTATION 0 BEGIN "-s BEGIN 
OR FINAL INCREMENT. (3.2.4) a 
ACCEPTANCE OF COMPLETE PROVISIONING 
DOCUMENTATION OR FINAL INCREMENT, (3.2.4) . 


PROVISIONING CONFERENCE HELD 
CONTRACTOR FURNISHES MARKED-UP PRELIMINARY ILLUSTRATIONS 
(IF NOT FURNISHED CONCURRENTLY WITH PL)(3.7 ) 





ro) 
w 


Satan 
ak 


CONTRACTOR FURNISHES ADDITIONAL DOCUMENTATION REQUIREMENTS 10 
MADE KNOWN AT THE PROVISIONING CONFERENCE, (3.7.3) 40 


CONTRACTOR ADVISED OF APPROVAL OR DISAPPROVAL OF 


10 
PRELIMINARY ILLUSTRATIONS. ° 50 +- —— 
REPAIR PARTS ORDER FORWARDED TO CONTRACTING OFFICER ; 10 ods 
ITEM IDENTIFICATION REQUIREMENTS CONFIRMED IN WRITING BY MCSA. 
(3.8 AND 3.6.2.5 RESPECTIVELY) 60 _— 
: 15 
FINAL ITEM IDENTIFICATIONS FROM CONTRACTOR. 75 | 
30 
FINAL ILLUSTRATIONS FROM CONTRACTOR. 105 1 = 


FINAL FEDERAL STOCK NUMBERS TO CONTRACTOR (3,6,2.7) 
RPL CUT-OFF DATE (3.11) 120 


r=) 


PRICED REPAIR PARTS ORDER TO MCSA (3,45) j 130 


RPL’S FORWARDED TO CONTRACTOR FOR SHIPMENT 
| WITH THE ENO ITEM (ie HeGUINED) 19a 


+4 


nh. 
tite fT 


DELIVERY OF FIRST END ITEM 20 


NEW END ITEM DELIVERY DATE IF CONCURRENCY I$ REQUIRED 


SIGMATURES: F 


BCSA REPRESEMTATIVE : 








Fig. 3.<--Skeleton Provisioning Performance Schedule” 


“Source: U. S. Marine Corps, MIL-M-17993D(MC), October 1, 1961. 
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provisioning. ° 
The submission of technical documentntion is a crucial point in 
the provisioning process, because the process bagins with the receipt of 


6 Recognizing 


adequate acceptable documentation by the Supply Activity. 
this vital srea, the Merine ae the matter of contractor orienta- 
tion with respect to data preparation a subject of concentrated attention, 
eommencing at the pre-provisionings conferance and continuing throush the 
provisioning precess by direct assistance as needed. 

Of the documents mentioned in the above description, the Provision- 
ing List has by far the widest use and application. It lists all components, 
assemblies, subassemblies, and parts of the end item and supporting equip- 
ment, and shows their reletionship to the end item. It also provides much 
of the information upon which the range and quantity decisions ere based. 
In effect, it is the "program" which shows all the players on all teams, 
and the vital cheracteristiecs of each--production lead tims, shelf life, 
recommended overhaul and replacenxent factors, proposed unit price, and the 
quantity per end item. These and many other items ere needed before deter- 
mination of the range and quentity of items needed can be made. ‘ihen the 
Provisioning List and all other documentation has been rseeived, the Supply 
Activity notifies the contractor within ten days of sither accentnnee of 
the package or to the extent that documentation is inedequate. Onee all 
documentation is found adequate, the date for the provisioning conference 
will be deternined, thus conmencing provisioning. 


& 
“U.S. Marine Corps, Merins Corns Provisionine Procedures and 


Technical Documentation Requirements, MIL.-M~17993D(MNC), October 1, 1961, 


@. “Te 





or ata., p- 10. 
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The Provisioning Process 

The conference which initiates provisioning is in many respects 
the culmination of 9311 procedures previously disenssed, for it 1s here 
that the products of these procedures sre considered in concert for the 
purpose of determining what items ere renuired to support the equipment 
for an initinl period. Policy, the Support Concept, test snd evaluation 
findings, the contractor's recommendetions, tecinicul documentation, a 
pre-production model of the end item--al1l ure considered in this delicate 


yet complex effort which signifies the provisioning conference. 


The Contractor's Responsibilities’ 


Uniess otherwise specified in the contract, the contractor will 
bring to the conference (in addition to a team of qualified personnel) 
a complete set of drewings, and either an opereble end item, a semnle of 
each part, or both (as agreed et the pvre-provisionine conference). He 
should be prepared to substantiate his reeommended spars parte list, and 
should point out to the provisioners those components, assemblies or sub- 
assemblies, which require specie l tools, so that they ean determine 


whether to vrovision the tools ané parts or ths assemblies. 


Marine Corps Sunply Activity Responsibilities® 


The Supply Activity will likewise bring to the conference a team 
of qualified representatives (equipment specialists and supply personnel) 
who will establish source, maintenance and recoverabllity (SHR) coding, 
tentative spere parts requirements, and item identification rejyvirements. 


In addition the provisioners 1111 indicate those items they determine are 





Tryid., pe 36. 
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required to support the end item which the contrector had not recommended, 


80 that he can prepare necessary documentation. 


SMR Coding 

SMR eoding is the process of assivning source, mintenance, and 
recoverability codes to each item of sunply which indieates the source of 
supply for that item, its maintenance implisations, end its recoverability 


status, The objectives of Sd coding are to control the range of parts 


required to support e new equipment for an initial period of service, and 


to expedite the maintenance and repair of exguipment by providing maintenance 


and supply personnel with the information they must have to verform their 
tasks. ? Although presently performed at the provisioning conference, this 
evolution could be performed vrricr to the conference or even in connection 
with the test and evaluaetion process, if coordinated with Supply Activity 


personnel. 


Determining Range and wuantity of Items 


This task represents the heart of ths provisioning process and 
thus is the focal point of the conference. In preparation for this effort, 
the contractor submits projected overhsul and replacement rates for seach 
part of the ond item, and s racommended parts list. The provisioners, 
guided by expertonce with similar items ard the resuits of the test and 
evalveation process, “ill consider the date presented by the contractor and 
other factors to determine which items should be provisioned. Among the 
*othor factors" considered are the availability of the item from commercial 


sources, the number of end items beiny procured, the failure rate of the 





 @ , 
N.3., Denartment of Defense, Source, Maintenance, and Recover- 
*) 


ability Codes, DOD Instruction 3232.5, November 27, 1955, Dede 
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item, and tha essentielity cf the part to the end item, 19 

The quantity of each to be procured must be sufficient to provide 
for anticipated needs during the period of initinl service while sufficient 
usage date is being compiled. Since the useage date accumulation period is 
normally one year, the quantity of items to be vrocured must satisfy the 
reguirements for initial issue of parts with the equivment, automatic re- 


supply levels for combat, and a one-year system stock level. 


Provisioning Screening 
Once the range and quentity of spare parts hes been determined, 

the Supply Activity anplies provisioning screenins to all items being eon- 
sidered for procurement. This is: 

an operation within tho provisioning process whereby manufacturer's 

part numbors are screened astinst data maintained in the master 

Fedsral Catalog Data Files for purvoses of reveslines their association 

with, and validetion of, existing Yedersl stock numbers.+ 
its purpose is to assist in limiting the entry cf items into the aupply 
system to those necessary to support oneretionsl recuirsments by determining 
the availsbility of assets in long supply snd those which have an existing 
Federal stock number (FSN). In effect it is desivened to prevent like items 
being earried in the supply system undsr more than ome FEN, anc the procure- 


ment of edditional quantities of items which aro already in long supply in 


the Defense supply sysatens. 


Procurement of Support Items 


Procurement of supnort items is similar to end item procurement in 


that there are several courses of action to be taken depending on the nature 








195.5. Merine Corps, Policy, Guidance end Procedures for the Support 
Squipments, Draft MCO P4499, July 15, 1965, p. 41-3. 
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hy 3, Marine Corps, Provisioning Jereening, NOO 4423.15, 
December 14, 1965, De Le 
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of the items. For items which are to be retained under Marine Corps 
pane gement coding, the Supply Activity initiates procurement action for 
those currently in the supply system, and sends a Repair Parts Order to 
Headquarters Merine Corps which initiates procurement action with tha end 
item contractor for those not currently in supply under previous contracts, 
Por items which are presently item mansserent coded to the Defense 
Supply Ageney (DSA) or are being recomended for item management coding to 
DSA, the Supply Activity prepares a Supply Support Reyuest (DD Porm 1149) 
by which DSA is requested to procure and stock these items..“ Under this 
arrangement, DGA funds are used for the procurement and are reimbursed at 


the time of issue to the Merine Corns by MILSTRIP requisition. 


Provisioning Requirements Kecord (PRR) 


The Frovistoning Requirements Record is a system used by the Supply 
Aetivity to reeord provisioning reguiresants and contro] data for repair 
parts and special tools required to support ond items of equipment for an 
initial period. Requirements are fed into the computer throuchout tie 
period that the range and quantity of items is being determined; however, 
as fer as possible all requirements should be inserted eisht months prior 
to the projected ready-for-issue date. !? At that point, and monthly there- 
after, supportability tests sre conducted so that deficiencies ean be 
identified end immediate follow-up action taken to insure availability of 
material when required, +4 When the program indicates that all required 


support is available within the supply system, initial issue can commence. 





14.5, Marine Corps, Provisioning Procedures Manual, MCO P4423.8, 
January 28, 1965, p. 6-4. 


L3tpiad., p. 263. 
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Mainterview with @r. D. L. Bonner, Supply Pepartment, RQWC, various 
dates. 
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The Initicl Issue Process 

An initinl iasue provides carrison operating (peacetine), mount- 
out (wartime), and mount-out augmentation stocks of repair parts and 
special tools to Fleet Marine Foree using and service units in the ranze 
ané quentity necessary to support & new equipment for a specified period 
of time under both peacetime and wertine conditions. l> 

The ouantity of items to be provided as initial issue is determined 
by the predicted consumption within the time levol (in terms of days) of 
stock authorized the particular unit. Predicted consumption should be that 
reasonably anticipated within the number of days for which stockese is 
authorized, and should not include sefety elements to provide ons hundred 


per cent assurance egainst contingencies ond "stock outs,“ 26 


Prescribed stockage levels for each orgenization are computed as 
predicted consiunption, based on the number of end items aupported by the 
organization within the number of dsys for whieh stockave is authorized. 
In computing garrison operating and mount-out stock, stoek Levels are 
determined by multiplying the replecement factor (failure rate) by the 
quantity used per end item, times the number of end items supported by the 
organization, times the authorized day level of stockaze exnressed in 
months, divided by twelve (since replacement factor expressed in terms 


of failures per your)?! 


ee a 





55.5. Marine Corps, Standine Operating Procedure for Providing an 
Initial Issue of Repair Parts for New Items of Marine Corps Equipment, 


MUGO 4423.10, November 17, 1961, De Se 


1inid., pe 3. 





Computing Initisl Allowances 


lvy.s, Marine Corps, Standins Oparatine Procedures for Compubing 


Initial Allowenees of Repair Parts for New ind Items of Equipment, 


WCO 4423.10, May 4, 1965, p. 2. 














es Ss ees aah GG a a, NO Lae 
et em Oe A A! Ome nme 








Ld, 


Ths quantity determinations for corrison operatins, mount-out, 
and resupply stocks are expressed separctely to facilitate determining 
when the necessary quantities are on hand at the Supply Centers to effect 
initial issues to authorized organizations. When the required level is 
achisved, Headquarters Marine Corps directs the Supply Activity to release 


the initial issue decks and listings (explained below). 


Marine Corps Supply Activity Procedures 


From the data stored in the Provisioning Requirements Record, the 
Gupply Activity prepares single line item reguisition ecards and tailored 
listings for each using and service unit authorized an initial issue. 
When directed by Headquarters Marine Corps, the initial issue ecards and 
listings are distributed to the supply centers, the units authorized the 
issue, and to the Fleet Warine Force commander. © 

The initial issue cards es distributed by the Supply Activity do 
not constitute valid requisitions hecause they do not contain job order 
numbers (JONs) by which anthority is civen to expend funds arainst a 
specific appropriation. Since Merine Corps fisesl policy provides that 
the commander be alloted all the funds necessary to support his unit, 29 
the monies to fund the initial issue are held by the using and service 
units receiving the issue. It therefore remains for the unit commanders 
to provide JONs to walidate the initial issue requisitions held by the 


supply centers. 





16y Vs, Marine Corps, Standing Operating Frocedure for Providing 
an Initial Issue of Renair Parts for New Items of Marine Corps Equipment 
MWCO 4423.10, November 17, 1964, pp. 3-4. 











Lo retter from Colonel Bruce Hammond, USMC, Director, Materiel 
Division, Merine Corps Supply Center, Albany, Gaorgia, March 1, 1966. 
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Upon receipt of the initiel issue cards and listings, the unit 
assigns document numbers end JONs to all cards, and within five days 
forwards this informstion by message to the appropriate supply center, 
to initiate processing the rejuisitions.”° Currently, it is taking about 
ten days to receive JONa from all units supplied by Barstow, ~+ whereas 
for east coast units the time lag in JON submission runs from tro weeks 
to one month. *~ When the necessary data is received from ail units, the 
Supply Center processes the requisitions through inventory, 

Shipment of the end items and the support items has been modified 
several times since the initial iesus process was incorporated. Until 
recently, the support items were sent in sevora] shipments timed to srrive 
at the proximate delivery time of the end items. The most recent procedure 
ealls for simultaneous shipment of the ond items and the support items as 
8 package,“ a move designed to insure that the unit has available all the 
required support when it recaives the end item. These chances, and further 
modifications yet to be incorporated, are the foesal point of the next 


chapter. 





-~ oo. Merine Corps, Standing Cparating Procedure for Providing an 
Initial Iesue of Renair Parts for New Items of Marine Corps Eculpment 


“Li etter from Commanding General,(BS20), Marine Corps Supply 
Center, Barstow, California, Warch 4, 1966. 


Ss 
eer etter from Colonel Bruce Ham-ond, UaMC, Director, Materiel 
Division, Marine Corps Supply Conter, Albany, Georzia, Mareh 1, 1966. 


ye 
*3y.s. Marine Corps, Standing Operating Procednre for Providing an 


Initial Issue of Repair Parts for New Items of Marine Corns Equipment, 
BCD 4423.10, November 17, 1964, o. 7. 
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CRAFTER V 
TOWARD MORE ESFECTIVE SPARS PARTS SUPPORT 


& Look Behind 

Compared with the long and illustrious history of the Marine Corps, 
the present system of providing spare parts support for new end itens is 
of fairly recent origin. As late as 1958, there was no precise mathod 
for providing an initial issue of spare parts to the using unit.+ In- 
stead the spares were placed in the supply system to be requisitioned by 
the using units based on guidance furnished in connection with the and 
item. In late 1958 a atanderd operatine procedure was promulgeted. This 
providecé for more-or-less automatic initial issve of spare parts. The 
first item to be processed under these procedures was the M1034] tank, 
introdueed in 1959. 

Since that time numerous changes have bean made to improve the 
basic process, generally as a result of significant deficiencies noted at 
one time or another. For example, in July 1964, it was found that thirty- 
five end items were in the hands of the user but could not be pleeed in 
service because of inadequate spare parts support either in the supply 


system or in the hands of thse using unite. A review of the existing 





ly. R. Johnson, Major, USMC, Initiel Issue of Repair Parts to Fleet 
Marine Force Units, (an indiricual research project conducted while a student 
at the Marine Corps Command and Staff Collese, Februsry 4, 1965), p. B-1l. 


“Letter from Colonel Rrueo Ramnond, USMC, Director, Materiel Division 
Marine Corps Supply Center, Albany, Georgia, March 1, 1966. 


ATnterview with My. Db. L. Bonner, Suvply Dept., Hyic, various dates, 
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methods disclosed that in many cases where the required support was not 
forthcoming, adequate correctiva action could have been taken had the 
problem area been identified earlier. As a result, procedures were 
initiated to ensure a closer appraisal of the progress in obtaining the 
rejulred items in the supply system and getting them to the using units. 

Another deficiency which occurred from time to time we the result 
of spare parts arriving at the using units considerebly in sdvance of the 
end item, so that when the end item was delivered, some of the support 
items had cither been used or had been misplacea.4 To prevent both this 
and the previous concition, 2 recent change to the initiel issue vroeess 
provides that spare parts and tools will be shinped together with the end 
item insofar as prectical, to ensure simultaneous delivery of the end item 
and the support items. 

A chanse in the timing of introducing a new end item was effected 
about a year azo when the policy concerning sxepport levels was chanced. 
Prior to that time complete range ane quantity of mount-out (combat), and 
garrison operating (peacetime) stocks had to be in the hands of the using 
units before an aguipment could be placed in service. Now it is required 
only that mount-out stocks be on hand at the full level authorized, and 
that garrison operating stocks held be “adequate” for sustained operations.© 
In effect this eliminated the withholdings of an item from sorvice when the 


support deficiencies were peacetine rather than combet-essential items. 





“interview with Mr. J. i. Flynn, Jr., G-4 Division, HYG, various 
dates. 


U.S, Marine Corps, Standing Operating Procedure for Providing oan 
Initial Issue of Repair Parte for New Items of Marine Corps Equipment 


MCO 44.23.10, November 17, 1964, Chenge 3. 
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85 os. Marine Corps, “olicy for 3upport of Now Equipments Introduced 


into the Marine Corps, MC) 4409.524, March 11, 1955, pe. 3. 
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Introducing s new eculpment or system is different today than it 
was less then ten years ago. ‘Many noteworthy improvements have been mde, 
primarily in the area of initiel issues. Yet, as in snv process, it is 
almost certein that there will be many further improvements mede in the 
years uhoad in response to some of the deficiencies still remsining in 


the system today. 


Today’s Problems 

There is no dearth of evidence that the system diseussed in 
Chapters III and IV fails at times to achieve the primary objective of 
provi sioning-~-i.9s., providing the necessary support items where aud when 
needed. An example of thia is the naw multi-fuel five ton wrecker 
(M54,3A2) which is available now at the Supply Centers, yet the required 
quantities of supnort items prohably will not be available in the suoply 
system for another three months. ¢ Personnel involved in the end iten 
selection and the provisioning processes have differing views as to why 
this situation has occurred, both of which are probably correct to a degree. 
Of more importance, however, is whet can be dons to improve the provisioning 
aspects of the system. 

The Marines Corns Supply Aativity, Philadelphia publishes a monthly 
Provisioning Perform:ince Report which includes se section titled "Signifileant 
Eventa and Problems.” For the month of Februery, 1966, forty-six projects 
fell in this category (althouzh fifteen of these were due to upgraded 
priorities of other projects); a year earlier thirty projects were Listed 
in this section. 


Ths reasons for the individunl projects being listed arg many and 


eed 
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Tinterview with Major S. G. Tribe, UORC, G4 Divicion, HQuc, 
Moreh 3, 1966. 
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varied. To be sure, 4 few causes account for many of the problems, but 
beyond this the reasons sre 4s many es the projects identified. Currently 
many of the problems are eae direct result of the Vietnam situation, in that 
certain projects have been set aside to sllow more expeditious processing 
of upgraded projects. Yifteen projects rere problema because of this eon- 
dition in the current report (February). Zliminatine these we can see the 
more-normel problem sreas: awaiting documentation, lack of support status 
data, awaiting stock numbers, awaiting sllocation data and undated guidance, 
and many others. 

In view of the multitude of causes for delays in provisioning und 
initial issue, it appears that no simples course can be charted which will 
guerantee the timely delivery of needed support items. This view is held 
by one of the provisioning avthorities at the Supply Activity: 

It is the opinion of the undersizned based on many yeers of 
experience in directing Provisioninz operations for the Marine Corps 
that there is no single universal technique that will permit the 
suecessful accomplishment of timely concurrent delivery. Many inter- 


aetine facets often tend to preclude an orderly accomplishment of 
the Provisioning process which from the ontset could not be detectsd.® 


A raport concerning methods to onsure timely concurrent delivery of spare 
parts and tools in the Merine Corps shares this view by stating that “it is 
& basic tenet that there is no universal technique that will asaure concur- 
rent delivery. "9 

While the above views disclaim the possibility of a sincle technique 
which will fulfill the provisioning objective, they clearly do not rule out 


the nossibility that a body of techniques can accomplish this coal. In fact 





Btetter from Mr. Bernard Snyder, Deputy Director, Provisioning 
Division, Marine Corps Supply Activity, Philadelnhia, Mereh 16, 1966. 


WMatd onal Security Industrial Association Subcommittee, Practical 
Methods of Insuring Concurrency of Parts Delivery, a study of alternative 
methods to insure concurrent delivery of spare parts for Marine Corps equip- 
mont, July 1, 1963 (from the files of the Harine Corps Sunoply Activity, 
Philadelphia). 
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the present system does just thet--to a demroe. It ean however be improved, 
nnd in the remainder of this chapter possible improvements will ve charted 

in two areas: first, changes te the present system to mrovide earlier pro-~ 
visioning and initial issue actions; second, a substeuntiaelly sltered systen 
of introducing 2 new end item which would fecilitate wore tinely spare parts 


support and better provisioning decisions. 


The Short-Run Approach 


Narlier Provisioning Action 


The sample Provisioning Performance Sehedule discussed in Chapter IV 
provides an average of 295 days between the receipt of complete technical 
documertation snd the delivory of the first ond item, with determination of 
the range and guantity of items boing made in the first sixty days of this 
time period. This lesves normelly less than five months for the contractor 
to produce or buy the desired spare parts if concurrsnt delivery is to be 
achieved. If there is a delay in the receipt or approval of the documenta- 
tion, this time frame is compressed accordinvly sinee production of the end 
items will proceed as plenned. The end reault can well be late delivery of 
the spare parts, especially if the contractor doss not receive the Repair 
Parts Order until after he has made his last buy of parts for production. 

This situation would not be a major problem were it not for the 
frequency of late documentation receipt or accentunce. In the “Significant 
Bvents and Problems” category of the Fsbruary 1966 Provisioning Performance 
Report, ten of the thirty-one projects not connected with changes in priori- 
ties were Zdentified as “awaiting documentation.” In the report for the 
month of January 1965, thirteen of the thirty projects listed were tied to 
delays connected with documentation. Documentation is and hes bean a faetor 


in delaying the aslection of the saupnort items to be procured, and thus the 
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delivery of these items. Yet we cannot (under the present system) eliminate 
the reguirements for documentation, since the provisioning decisions depend 
ina large part on tho deta contained therein. The slternative appoars to 
be sarlier preparation of the documentstion to permit earlier provisioning 
action. 

Current end item contracts normally provide for submission of 
complete documentation within sixty days after scceptance of thea ore- 
production model.29 This allows for the documontation to ineorporste all 
design changes growing out of the service test of the pre-production model. 
Sirce the pilot models likewise receive consideradle testing and modifica- 
tion prior to being declared acceptable for Marine Corps use, the design 
changes arising during test of the pre-production model are normally rele- 
tively minor. In view of this, documentation based on the pre-production 
model as built normally wijl not differ aignificently from deecumontation 
based on the pre-production model as accepted. Thus if documentation were 
prepared from the deaien of the pre-production model, the provisicning 
proesss could commence asvern) months earlier than is now the case. 

Specifically, I wonld have documentation submitted as soon as pos~ 
sible after the pre-production model is delivered, and ths provisioning 
conference held twenty deys after acceptance of documentation (as now) to 
determine the tentative renee and quantity of spare parts to be procured. 

A Repair Perts Order for these itams would be submitted to the contractor, 
subject to revision aa incicated by design chanzes mace during testing of 
the pre-produstion model. After approval of the pre-production model, a 
provisioning review conference could be held to assess the impact of major 


design chances growing out of the test vrocess, This proeedure would allow 
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Lotnterview with hr. E. @ 
Narch 18, 1966. 
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for the Repair Parts Order to \a in the hands of the contractor prior to 
approvel of the pre-production model, so that the requirements for narta 
for both spsures and for production coull be incorporated into one order 
to the subcontrectors--presumebly at more favorable terms than several 
smiller orlers. 

Three concitions which may arise curing testing of the pre-production 
model whieh eould mitigate the value of an early varts order are major and 
minor desicn changes, and higher than expected usace for certain parts. 
Where higher than anticipated usage factors are encountered, the provision~ 
ing review conference would determine the additional quantities of sapsre 
parts needed and would suomit these to the contractor as e supplement to 
the oarlier Repsir Parta Oréer, In thoss instences where a minor design 
change occurs, the contrector would merely substitute the reolacement iten 
for the original item es he will do in bis order of parts for production of 
the end items. If 9 major Gesicn change is made, it might be necessary to 
reevaluate the ronge and quantity decisions at the provisioning review 
conference; however, the adeitional effort involved in those cases is over- 
shadowed, I feel, by the resultant increased timeliness of spare parts 
Gelivery for all eguipment programs. 

In responses to an inquiry on the foeasability of tentstive selection 
of SBR codes and the rance and quantity of items concurrent with test and 
evaluation of the pre-produetivn model, a Marine Corps Supply Aetivity 
provisionings authority had this to say: 

Although on the surfaee it would epnverr that tha selection of 
maintenance items could best ba secomplished as a part of T&E, the 
validit; of the SMR entins would be comnromised by non-scceptence 
of the pre-production vodel and thus the time and effort devoted 
would in effect detract from efforts that could have been expended 


on other equipments. .. . The same comment as indicated above 
applies to the awlection of tha ranea of items sirce in affect the 
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assignment of SMR codes constitutes the selection of maintenance 
itens. 
In effect he is saying that in those instances where major desisn chanses 
are not effected during testing, the method ontlined above would be feas- 
ible. Again, I feel the increased timeliness of spare sarts delivery in 
most programs justifies inersased effort in those progrems whore major 


design changes would occur during evaluation of ths pre-production model. 


Rarlier Initial Issue Action 


As noted in the early pert of this chapter, most of the refinements 
to the overall support processes have historically been made in the area 
of initial issues. Bach has besn made with the object of attaining more 
timely spnre parts support for the new equipmant, yet as late as last yoar 
end items were arriving at the using units prior to thair support items. 
To alleviate this situstion, packaze shipment of spare perts with the end 
items has been directed and is nov boing instituted by the Supply Centers. 

One further problem in connection with initial issues was discussed 
in Chapter IV--i.e., delaying the processing of initial issues until appro- 
prisation date is received from all using units. This problem was the sub- 
ject of an Individus] Research Project. at the Merine Corps Command and 
Staff College last year, and it was also the subject of a thorough review 
by the Commandant two yours azo. 

The Individual Reseerch Project compared the advantayes and the 
Gisadvantages of the current allotment system administered by the using 
unite with a recular allotment system administered by the Sunply Centers, 


end 6n open allotment system administered by the Supply Centers. It wag 





LUretter from Mr. Bernard Guyder, Deputy Director, Provisioning 
Division, Merine Corps Supply Activity, DPhiladelrhia, March 16, 1965. 
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concluded “that the administration of funds used for providing initial 
issues of repair parts should be handled by the Gupply Center under a 
regular allotment method.) 

The review of ths present system two years ago resulted in reaf- 
firmation of support for the fiscal policy in effect. According to the 
Fiseal Director of the Msrine Corps this policy is set up vrimarily to let 
the commander know how much money he hss to work with, and to support long- 
range aims of an integrated system of expenditure end inventory control in 
the hands of the commander. In view cf these aims, the Fiseal Director 
stated that he hes no intention of changing present fiseal procedures as 
they relate to initial issues.13 

Sinee any change in fiseal procedures is unlikely in the near 
future, eny effort to mitimate the delay encountered in processing initial 
issve requisitions must presume adherence to current fiseal procedures. I 
believe that the problem can not only be mitigated, but eliminated, by com- 
mencing the procedures related to requisitions sarly oenoush to allow the 
approprietion data to reach the Supply Centor by the time the end item is 
"ready for issue.” 

Under the present procedures outlined in Chapter IV, when an equip- 
ment or system ia “ready for issue," Headquarters Marine Corps directs the 
Supply Activity to releases initial issue decks and listings. By the tine 
the using units receive the cards and submit job order numbers to the 
Supply Center ten days to « month has elapsed, yst without this data the 


requisitions cannot be processed. This situation could be slloviated by 





a 
Ley R. Johnson, Major, USNC, Initinl Issue of Repair Parts to 
Fleet Marine Force Units, (an individual research project conducted while 


a student at the Marine Corps Cowmand and Staff Collese, Feb. 4, 1965), p. 10. 


lainterview with Mr. J. FF. Wricht, Fisesal vVirector of ths Marine 
Corps, March 18, 1966. 
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having the Supply Activity release the requisitions and listings thirty 
days prior to the projected "ready for issue” date, so that when Head- 
| quarters Marine Corps cecleres the item “ready for issue," the completed 
requisitions would be in the honds of the Supply Center and eould be 
| processed without delay. 
Two objections have beer offered to this proposal: first, there 
are frequently last minute chanjjes in the “ready for issue" date; second, 
| price changes oceurrinc saubsequent to relerse of the requisitions would 
not be reflected until the actual processing of the requisitions. The 
first objection is quite true, bet this in ro way would detract from tha 


proposed ehange. If the date were delayed, it would sive the Supply Center 


more than thirty days to receive the rejguired fiscal deta; end if the date 





were acvanced, we would be in at least as good 4 nogition as we are now, 
if not better. In either cass, tho rejuisitions would not be proesssed 
until the end item were declared “roscy for issue" by Headquerters Marine 
Corps reeardless of when it ocerrres. 
As for price chenees, the current initial issues procedures provide 

| for price chanees in that the Sunply Center goes back to the reesiving 
unite for additional funds as needed.!4 The eurlier the cards are released 
the greater could be ths need for supnlementsl funds, yet the delay in 

requestinz additions] funées is minimal compared to the deley now encountered, 
} and would not occur in the majority of cases at all. With this in mind the 
prospect of increased timeliness of initial issues for nll end itoms result- 
ins from earlier nrocessine of raquisitions appesrs to he 2 goal worthy of 


achieving. 





ling ys, Marine Corps, Standing Operating Procedure for Providing an 
Initial Issue of Renzir Parts for hew Items of Werine Sorzs tculpment, 
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The Long Range Approach 

To determine what the ultimate framework of Marine Corns nrovision- 
ing should be, nwaerous key personnel et Headquarters Marine Corps in the 
Supply Department and the Techrie31 Branches, GS-4 Division ware asked how 
the present precedures could be significantly imnroved. Almost without 
exception the answers received indicated a need for more precise informa- 
tion upon which to base »rovisioning decisions, end a need for vrovisioning 
$9 commence during the equipment dsvelopment proeesa. The coneept outlined 
briefly in this section is largely the yrodnet of the responses received to 
the above question, and a study of verious provisioning vorocedures utilized 
in other services at the present tims. The diseussion is oriented to the 
procurement ané testing of en end item by the Marine Corps; however, the 
concept is equally adaptable to Marine Corns particination in the develop- 
ment of equipment by another service or procurement of enuipment from 


another service. 


Deficiencies of the Present System 


The history of Marine Corps provisioning presents a continuous 
series of cases wherein the support items have not been available in suf- 
ficient time to allow timely introduction of the end item. Liforts to 
improve the system have made considernble inroads into the problem areas, 
end the procedures cited earlier in this chepter could yield further gains 
in this effort. Still we are left with a system in which the oulk of the 
provisioning effort teres pleco in the last year of a four to six year 
eyeclis. Key personnel involved in all phases of equipment introduction 
(plennins, selection, procurement, end provisioning) were nearly unsnimous 
in the opinion that provisicning needs to be started during the development 


of the equipment if full benefit is to be achieved from the efforts involved. 
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Another ceficiency noted by several personnel, including the 
Quartermaster Goneral, is the failure of the present test and evraluntion 
process to generate sufficient maintenance information unon which to bage 
sound orovisioning decisions, Presently the range of rapair oarts selected 
is based on the contractor's recommended reneir and overhanl rates, known 
failure rates of similar itis, useane tete compiled during testing, and 
the judgment of the provicioners. Zach of these can lead to poor decisions. 
For example, since the Marines Sorms rormally does not utilize maintenance 
teams at the contreetor's plant it connot verify the manner by which feil- 
ure rates were esteblished, Secennd, usage data from similar ayiprent has 
often been more misleading than enlishtenine., Third, test usage data is 
ineonslusive unless the test motels have been siyan the squivalent of life- 
time usege under normal field conditions--1 near immoesibility. Fourth, 
the judgement of the provisioners is like fjudenent throuchout the universe 


--indispensable but not infallible. 


A Plan for Timely Spare Parts Support 


To device a system which eliminates both of the deficiencies roted 
above, we cannot merely take the oresont system and rework it, for this 
has alresdy been done repeatedly with only limited success, What is needed 
is a fresh approach which makee the most of tne time span required to 
introduce a new equipment, and ons which utilizes the test and evaluetion 
process to cenerste not only an approved éGesien but also sufficient data 
about that desicn to result in improved provisioning decisions. 

The first element of the @esired system is fuller utilization of 
the time involved--i.e., sarlier cowmencement of provisioning. The argu- 
nent nresently presented agninst earlier provisioning is thet throughout 


the process, until approval of the pre-production model, chénges are being 
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genersted which may have an immsct on the provisioning Gecisions. This is 
true because the manufacturers of the pilot models and the production 
items mey be different firma, enc because more widespread testing of the 
pre-production models reveals flaws previously unnoticed. 

To permit earlier wrovisicning then, we heve to eliminate or reduce 
those changes which occur to the und item after the desicn is approved for 
Marine Corps use. Tho proeceftures outlinec in the »vrevious section of this 
chapter for handling design chenges during testing of the pre-production 
motel eun ve applied here as wall. This leaves us with the changes that 
are attributable to inperfeet duplicatior of the epnrovad pilot codel, 
which can be eliminated to a iarge derres vy having the same contrector 
produce both the advanced pilot model ar? tho production items. In other 
worés, when the general desiyn of the now eagripment has been formulated 
(from experimental or eerly pilot sedels), proposals shovlé »e invited for 
eonstruction of both the advaneaé pilot modela ane tht subsequent ynroduction 
items. In thia manner the experience pained in developing the approved 
pilst model cen be cxrrisd over to provuction of the pre-production models. 
This would ensure thet the pra-nroduction motels da in fact nrortray the 
approved pilot model, so that chances in desivn after epprovel would be 
limited to the items noted durine extensive service testine of the vre- 
production models, Thus in effect we covld commonce nrovisionine on the 
basis of the information available *rom the annroved pilot model, several 
months exrlier than now possibia. 

The second element of the desired syttam i2 sora rrecise informotion 
upon which to base provisionin: decisions. This cin wite readily be 
schieved through mintenanes evalustion of the enuinment during or at the 


conclusion of tect ané evaluation, ® proceAnre in generrl use at the Army 
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Tank-Autometive Commard (AT4C}) ard certwir other equinoment seleectiva 
commands. 13 Maintenance evelustion cormsists of a detailed disassembly 

of the equipment to identify ehat the maintenance significant items are 
and at what level each mmintenence task can be performed. Ideally it 
should be performed by operstions 1 maintenance personnel expsrianced in 
field maintenenee procedures so that a clear picture can be formed conecern- 
ing the availability of skills, wAanpower, end tools in the using units to 
perform seach maintenance tim sc, 2O This erebles the provisionern to more 
effectively seleet the rengs of repsir parts and tools needed to support 
the end item, and to detercine at shat echelon of maintenance each main- 
tennace task cmen be most efficiently verformet, 

Selection of the maintenance sicrnificent itams and identifying at 
what level the mintenance shoul? be parforeed constitutes the bulk of the 
provisicning decisions. Once these @ro wesomplished the reumining tasks 
presently performed at the previszionin® conferenes ch be a@chivved in a 
minimom of time end with em rinioue of fonweentetior, preperef’ fraq the 
approved pilot mowel. in effect then, we have moved tis provisioning eon- 
ference forward to 2 point of time in clog proximity to the formel sdop- 
tion of the equipmert for Mrrine Terns uss, while at the same time aequir- 
ing more end better ceta uonan wich to bage ths vrovisioning deelsions. 

The net result of the syctem outlined woove is that we have aeconm- 
plished what we ast out to echieve, an? more. Wot enly does it provide for 
earlier vrovisionine to ensure timely delivery of spare parts, and more 


detailed data tunon which to nese nrevicionin: decisions to exwire wore 





LSinterview with \isjor 3. %. Tribe, UWS, G-4 Division, qc, 
Werch 3, 1966. 


Lornterviow with Maj. Gen. ©. R. Trler, susartermecter Gengepl of 
the Marine Corps, March 22, 1966. 
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accurate decisions, but it also would result in earlier introduction of 

the end item. This is so because there is presently a significent time 
span between approval of the pilot model and commencement of menufacturing 
the pre-production models due to the mechanics involved in awarding a new 
contrect--invitations to bid, evaluating the bids, orientation of the 
selected contractor, etc. Under the proposed system the contract for the 
pilot model and the production items is one and the same, so the contractor 
ean go direetly to production of the preeproduction models as soon as the 
pilot model irc approved. The result is earlier production, approvel and 
delivery of the end items, a goal itself worthy of considerable effort 


to achieve. 


The system I have outlined is sketchy, and no doubt there are many 
difficulties to be overcome. The benefits to be gained, however, are such 
that it is unlikely that such a system will not be forthcoming in the 
years ahead. In addition, it is in accord with the new concept of Inte- 
grated Logistic Suppert in that it provides an earlier identification of 
the maintenance requirements of a new equipment, and provides more precise 
date upon which to project the lifetime suvport requirements of an end 
item. It my not be the shortest way to our destination, but an earlier 
start cannot help but result in an esrlier achievement of the goal of pro- 


viding the support necessary to meintain the equipment in the field. 
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GHAPTER VI 
CONCLUSION 


In a statement before the Senate Committes on Armed Services, and 
the Defense Subcommittee, Senste Committee on Appropriations on the Piseal 
year 1966 budget, the Commandant of the Merine Corps said: 

We are resolved that every Marine sent into bsttle shall have the 
best arms and equipment we can provide. Consequently, our rasearch 
and development effort is directed toward the acquisition of those 
material items best suited to the execution of our operational 
tactics. 
He later said that “development and procurement actions are only meaningful, 
however, when the hardware is in the hands of the troops. . od 

Gettin: a new equipment or weapons system into the hands of the 
troops is indeed no easy task, as we hyve seen. It involves the coordinated 
planning and execution of numerous processes by a multitude of activities 
enc personnel over a considerable period of time. And in the end, ths 


equipment still cannot be plecec in service unless provisioning hes pro-~- 


vided the necessary support itams in the vroper place at the oroper time. 


Summary 
Chapters I and II examined the framework in which provisioning 
takes place. The policies eatablished by the Department of Defense end 


the Marine Corps were examined in Chapter I for the overell guidances and 





ORS ANE: 


ly.s., Department of the Navy, Budset Digest, Fiseal Year 1966, 
WavSO P-1355, November 30, 1965, pp. 23-24. 
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poremeters which would channelize the provisioning effort, and the respon- 
sibilities within the Marine Corps for provisionine were discussed in brief 
to set up the organizational framework in which the process lives. In 
Chapter II the discussion centered on the process of equipment development, 
and the broad support actions which take place in those phases wherein the 
project becomes a piece of hardware and reaches the using units. 

Chapters III and IV detailed the process of providing the necessary 
support to permit introduction of the end item and its continued sunport. 
The planning procedures examined in Chapter III were those which provide 
both the general guidance (Itom Manngement Plan, Letter of Adoption) and 
the detailed guidance (Support Concept, Provisioning Guidance Data) for 
the execution of provisioning by the Supply Activity. In this section, the 
test and evalustion proceas was also covered in brief, not because it repre- 
sents planning as such, bet rather becauss it occurs concurrently with 
support planning and genernteé data used in the later support execution. 

Determining the nature and quantity of support needed to support 
an end item, and effecting its delivery with the end item was the subject 
of Chapter IV. Since thase functions are but part of the overell process 
alluded to in Chapter II, vrovisioning end initial issue are no more impor- 
tant than support planning or equipment develonment. Yet insofar as these 
ere the culmination or finalization of the initial support process, these 
functions are in reality the heart of the entire procsss. 

Chapter V¥ is devoted to improving the system for providing spare 
parts support. Initially, ths historical development of the system was 
examined to analyze the chanzves which have occurred and to provide a bench- 
merk against which to measure any future chances. The target throughout 
the chapter was tineliness, but in the lons-run analysis timeliness and 


effectivensss share the focus. The result is a body of recommendations 
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designed to improve the support for new end items introduced into the 


binrine Corps. 


Recommendations 
Since a major chance to sa system which has the wide impact of the 
provisioning process will be hard to institute, recommended chanrses have 
been categorized into short-run and lomz-run plans. This is done not only 
to present interim and ultismte goals, but also to indicate desirable and 
more desirable gosls. 
In tho former category, it is recommended that: 

1. Provisioning action be commenced prior to the acceptance 
of the pre-production model (preferably in the earlier stages of this evo- 
lution), and thet the effects uf desien chanves be resolved at a provision- 
ing review conference to be hsld after spproval of the pre-production model. 

2. Initial issue decks and listings be released by the Supply 
Aetivity thirty days prior to tentative "ready for issues” date, so that the 
Supply Centers can heve completed requisitions in hand and can commence 
processing the initial issue when the squinment is declared “ready for 
issue." 

In the long run, it is reconmended that: 

1. A maintenance evaluation be performed either during or at 
the end of the test anc evaluation of the pilot motel, preferably by opera- 
tional maintenance personnel. 

2. The provisionergs utilize the results of this maintenance 
evaluation as the basis for identifying the rapsir parts to be procured in 


order to commence provisionine ag soon as possible after its completion. 
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It is recognized that in any system there are bound to be 
deficiencies. Those I have identified in this system are certainly not 
the only ones, or perhaps even the most significant ones. They are sig- 
nificant though from my point of view, and the recommendations cited 
above in my opinion would help to allsvinte some of the problems now en- 
countered in providing timely and effective support ior new squiprent 


being put in tho field, 
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